Open Journal of Economics and Commerce
Volume 2, Issue 2, 2019, PP 33-48
ISSN:2638-549X

SRYAHWA

Analysis of the Perception of Belonging and the Commitment to
the Generational Transition

José G. Vargas-Hernandez'", Karla Yvohone Delon Bacre?

'Research professor, Department of Administration University Center for economic and Managerial
Sciences, University of Guadalajara, México
2Doctor ado en Ciencias Administratives Universidad Cristébal Colén, México

José G. Vargas-Hernandez,

Research professor, Department of

Administration University Center for economic and Managerial Sciences, University of Guadalajara,

Meéxico, Email: josevargas@cucea.udg.mx

ABSTRACT

Generational succession is an issue that is of vital importance in family businesses, since the permanence of
the company depends on the success of the process. All the steps to follow, as well as the literature on the
subject, are studied in the case presented, which is limited to a Consortium of companies dedicated to
foreign trade, whose corporate is located in the city of Veracruz, with 30 years in the market and that is in
the process of transition from the Council Presidency of the father to his son. The analysis includes the
existing generational differences in the way of thinking and therefore in the way of managing several
companies on which more than 600 employees depend and seeks to identify if there are some variables that

ensure the success of a generational succession process.

Keywords: Generational succession, Likert scale, millennial generation, baby boomer generation,

generation X
JEL Classification: L22 and L25

INTRODUCTION

Family businesses are very important in the
Mexican country because of the income they
earn and the jobs they generate. Derived from
the foregoing, it is fundamental to carry out the
succession of the leader of said companies in a
correct manner, since the continuity of the same
depends on that. More importantly, when you
are the leader of a group of companies. The
process of succession in the leader of the
companies must be studied and prepared several
years in advance. The preparation includes since
the successor has the knowledge and experience
required, until the leader who is going to
delegate their duties and position, is prepared to
really leave in other hands what for many years
came with good results. Another important part
of the succession process that must be studied is
the fusion of two generations, since, if not done
correctly, it can generate important conflicts
between the people involved. The ideal is to
include as part of the processes, procedures,
policies and values of the company the best, the
experience of the first generation and innovation
and new theories of the second. This study
focuses on a consortium of Mexican companies

engaged in foreign trade with more than 30
years in the middle. The main objective is to
describe the perception that shareholders, senior
managers and employees in general have about
their sense of belonging and commitment at a
time of generational change in senior management
in a Mexican Consortium of Companies
Dedicated to Foreign Trade.

The specific objectives of this study are:

o Identify the perception of the staff in relation
to the managerial positions and the doubts
that may be had when leaving the
management of the Group in the hands of
younger generations.

o Describe the perception of executives and
employees in middle management around an
improvement in both the productivity of the
company and the safety of processes at a
time of generational change in senior
management.

Based on the result of the objectives, it will be
possible to identify if the succession process is
successful or not, which will depend on the
subsistence of the organization in the
generational transfer.
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BACKGROUND OF THE PROBLEM

Family businesses are increasingly recognized
for their importance both in the generation of
wealth and in employment. It is expected that
they will continue to play an important role in
the economy of the countries thanks to their
flexibility in the processes, agility in decision-
making, personal treatment granted to clients
and their constant review and improvement of
their processes in order to compete with
multinational companies, which, due to their
size, lose that sensitivity and direct contact with
clients (Friedman and Friedman, 1994).

It is not easy to find an exact definition of what
a family business is. Longenecker, Moore and
Petty (2001), conceptualize the family business
as one characterized by ownership and some
other participation of two or more members of
the same family, in their life and operation.

In the family business are considered particular
elements in their way of deciding and achieving
the proposed objectives, different to a non-
family company, its administration seeks to
family goals and the company go in the same
direction; in a harmonic and integral way
(Vallejo, 2007). Stempler (1998, cited in
Cabrera, 1998), defines a successful succession
as one in which all the parties involved in the
succession process perceive the succession as
favorable and there is a general satisfaction of
each person who participated in the transition
process.

In addition, there is no anger or hostility from
one party to another. There is also a general
perception of all the agents participating in the
process that the family, the company and the
non-family employees, the one who is going to
be succeed and the successor were treated in the
best possible way by the succession plan.

For the family business, the process of
succession is an issue that, due to its relevance,
must be decided on the configuration of the new
property, since whoever controls the property
exercises the power, and, if it wishes, the
direction of the company it can be delegated if it
is decided to appoint a general director
(Belausteguigoitia, 2010). Chrisman, Chua and
Sharma (1998) cited by Quijano, Magafia and
Pérez (2011), evaluated the following attributes
in the possible successor:

e The level of cooperation of the predecessor
and the successor;

e The age of the successor; and

e The compatibility of goals between the
successor and the founder of the company.

Regarding the level of relationships that the
successor must have with other members of the
family, they evaluate four aspects:

e Respect for involved

members;

actively family

e Respect for family members not involved,
e Confidence of the family members; and

e Ability to take with the members of the
family.

These authors concluded that the most valued
attributes in the successor are integrity,
experience within the family business and
commitment to the business. In contrast to other
authors (Chittoor and Das, 2007, Chrisman et
al., 1998, Haberman and Danes, 2007), the order
of birth and gender were not classified as the
most relevant. On the other hand, Sharma and
Irving (2005) analyzed the commitment of the
successor with the organization and developed
an investigation where they establish four bases
for such commitment, evaluating their
antecedents and consequences, which depend on
the uni personal characteristics and experiences
of the successors.

o Affective commitment based on an
emotional bond, characterized by mutual
trust, shared values and the achievement of
common goals;

o Normative commitment based on a
perception of the sense of obligation and of
what should be,

¢ A calculating commitment that considers the
opportunity costs involved and the way to
avoid or reduce them, and

e Imperative commitment, which includes the
perception of needs and the dependence on
the organization as the only available
resource of action for the successor.

Based on this research, they concluded that the
successor in a family business, being a person
very close to both the shareholders, and the
person who is transferring power, has a very
high commitment, to comply with the sufficient
training that was required from the beginning to
make the transition of power efficient and take
advantage of all the experience that has been in
the course of the life of the company. The same
perception of commitment is observed in the
person who leaves the leadership of the
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company. In both cases the commitment factor
is very high as well as the involvement, both to
preserve the company and what this means for
the family name, as well as for the income that a
large part of their family depends on.

DELIMITATION OF THE PROBLEM

Family shareholders feel theirs and therefore the
responsibility to make it grow belongs to them.
This feeling, in many cases, becomes a priority
for managers, however, the level of involvement
in the processes for it to grow is multi factorial.
The professionalization of the shareholder is
reported as a factor that influences the sense of
belonging. It is identified that the shareholders
with master's degree studies report a greater
sense of belonging, than those who only have a
high school or a bachelor's degree. In addition to
the above, the perception of the family
shareholders that belong to the Board of
Directors, regarding the commitment to the
organization and the sense of belonging as
factors that influence the selection of the
successor is high, since what they seek is the
permanence of the family business and its
growth (Quijano, Magafia and Pérez, 2011).The
present investigation is limited to the process of
generational succession in the president of the
Council through which a Consortium of
companies engaged in Mexican foreign trade,
family, with its corporate in the city of
Veracruz, where the founder of which depend
on more than 600 employees and their families.
The founder was always clear that it was his son
who was going to replace him and at the
moment they are in that process, even if he does
not think about getting away from the
companies completely, he will remain only part
of the council, but the presidency and therefore,
the leadership, already his son will take over,
who at the moment has 30 years. In order to
identify the problems that may prevent the
generational succession change of this work
from having the expected success, the Lewin
model (1947) is used, which allows identifying
the main elements for a programmed change.
This model shows how the company is currently
and the change it intends to make within the
company, which consists of three stages. The
defrost of the current state allows to analyze the
restrictive and driving forces of the current
situation that it is sought to modify in search of
the desired situation. Modification or transition
is the process of changing the situation in which
the corresponding interventions are carried out
transformations in the current processes to look
for new behaviors at the individual and

organizational level. The re-freeze or
subsequent state is established when the desired
change has been reached and the benefits of the
change are achieved, which seeks the stability
resulting from the modifications made. In figure
1 the model is exemplified.
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Figurel. Kurt Lewin's change model

Source: Own elaboration with information from
Lewin (1947).

Considering this model, the driving and
restrictive forces of the problem mentioned in
Table 1 are identified:

Driving forces and restrictive forces

Driving forces Restrictive forces

Opening to the change of
the shareholders and
main managements

Resistance to the change
of the most senior staff

Generation change
programming with
enough time.

Remove employees from
their comfort zone

Ability to adapt to the
change of personnel in
general

Difference in the way of
thinking of two very
different generations

Source: Own elaboration.

THEORETICAL-CONCEPTUAL AND EMPIRICAL
REVIEW

The good perception of the commitment and
responsibility of the shareholders and of all
those involved in the succession process is
extremely important since that is the result of
the success in the generational change of top
management (Sharma and Irving, 2005). Oviedo
(2004) considers perception as the fundamental
process of mental activity, and assumes that
other psychological activities such as learning,
memory, thinking, among others, depend on the
proper functioning of the perceptual organization
process. Regarding the involvement, belonging
and commitment of the leaders when making a
generational change in senior management in
the family business, the Theory of the Agency
(developed by Jensen and Meckling 1976, cited
by Vilaseca, 2002) suggests that those with
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greater participation shareholders are more
involved with the problems and their solution.
Vilaseca (2002) examined the levels of identity,
belonging and commitment as elements that
influence the conflict of interests and objectives
between shareholders who do not work in the
family business and those who make up the
senior management team of the same.

In this regard, the study reported that the degree
of commitment to the company is negatively
correlated with the number of family members
in management positions and that, on the
contrary, the commitment to raise the level of
growth in non-managerial partners generates a
positive attitude towards the company.
Likewise, it states that the results of the
mechanisms and processes implemented depend
on the attention that the company places on the
three subsystems of the organization: property,
family and company.

For many family shareholders, the surname is a
source of pride and its preservation becomes a
motivator that generates not only a sense of
belonging but a high level of commitment to the
effort to preserve it. This feeling of pride and
belonging can be the trigger for greater
dedication and commitment in the company,
which, in some cases, extends to other members
of the family and those involved in the company
who are not relatives, as long as there are not
high levels of conflict (Vallejo, 2007).

This research is focused on analyzing the
perception that the owners have in a moment of
generational change in the top management of a
Mexican consortium of companies dedicated to
foreign trade, with offices and operations in the
main customs and airports of the country, as
well as other companies of the same branch,
with corporate located in Veracruz.

This group of companies has been 30 years in
the market led by the majority shareholder
during the same time. Preparing the relay
process in the presidency, the CEO was replaced
by a younger person, although with 15 years of
experience in the company. The training process
of the future president of the Consortium has
included a degree in a prestigious university,
work experience and various courses abroad,
and will culminate with a postgraduate degree at
an internationally renowned university. The
future leader and heir, started working in
companies 3 years ago. Due to the size of the
Group, family and non-family directors are
involved within the structure, as well as key
people who know, have several years in the

company and great responsibility. The process
of succession in a family business is extremely
important, since that can depend on the results
of the company until the possible disappearance
of it if a plan with well-established commitments
is not prepared in time. This succession plan
must be decided on the configuration of a new
property, since who controls the property
exercises the power, and, if it wishes it, the
direction of the company can be delegated if it is
decided to name a general director
(Belausteguigoitia, 2010).

The importance of family businesses in Mexico
is not enough and the perception of these is of
an undervaluation on the part of the sectors of
this type of organizations. They are considered
unprofessional as some tend to hire relatives
only for the relationship but not for the quality
of their work, which makes them inefficient.
They do not usually enjoy a good reputation,
because it is more common to hear stories of
failure than of success (Nelton, 1993). The
foregoing makes the study of the possible
effects of a generational change in senior
management even more important.

Due to the importance that family businesses
have in different areas (economic, business,
professional, political and university), their
disappearance is a concern (Friedman and
Friedman, 1994).

It is estimated that only one out of every three
family Dbusinesses succeeds to the next
generation (Belausteguigoitia, 2004). Derived
from the above, the process of succession takes
great importance, since, if it is badly planned or
not planned at all, the capacities that
differentiate them from other types of
organizations and that grant them an important
competitive potential, may be threatened
(Vancil, 1987, Handler, 1994).The study of
family businesses has been covered from the
beginning with difficulties that do not finish
solving. One of them refers to the point of
departure of the discipline: its definition of the
object of study.

Aronoff and Ward (1995) point out that it is
possible to consider whether this type of
organization is merely a relic of the past
destined to disappear or constitutes a business
model to be imitated to adapt to the future
economic environment. In this order of ideas, it
can be taken into account that of every 100
family businesses only 34 manage to overcome
the first generational change; Of those 34, only
30% manage to reach the third generation.
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However, 63% of family businesses want the
continuity of their company, even though two
thirds of family businesses do not feel prepared
for the succession and half of their managers
believe that they should never retire
(PricewaterhouseCoopers and IEF, 2007), so it
is important that the perception of the main
executives and shareholders of the company on
the generational change in senior management
be positive. Some authors refer to the process of
succession as a simple transfer of baton.
Considering succession as a process seems to
better define this fact, which characterizes
family businesses anywhere in the world
(Handler, 1989, Leach, 1993, Gallo, 1995,
Ussman, 2004, Araya, 2011).

Succession is not a simple matter and, therefore,
its planning is not either. The high mortality
rates that characterize family businesses in the
generational leaps are perhaps the best proof
(Araya, 2011). Derived from the above, the
generational succession in the top management
must generate confidence in the managerial
positions, since they are those that lead the
operation of the company and achieve that the
service provided is of quality to always have
satisfied the clients.

In relation to the influence that relations,
dynamics and family culture have on the
succession process, it can be observed how in
the most successful cases the succession process
in the company has been accompanied by a
cultural evolution in the family so that, as the
successors mature / children, the predecessor /
patriarch is giving way in his position and gives
way to more collaborative and participatory
patterns. In the less successful cases, there
seems to be a coincidence that the predecessor
finds it difficult to recognize the maturation
process of his children and to abandon the
patriarchal character, both in the company and
in the family, generating feelings of
discouragement, frustration and even tensions
and distrust between family members. As a
result of the foregoing, the succession plan must
be so well founded and planned that it achieves
that the company, but especially the
management positions, perceive an
improvement by merging experience with
updating, through a proper training of the
successors. The challenge for the succession of
the highest positions in family businesses is in
the management of specific or critical
knowledge (Cabrera Suarez et al., 2001),
transmitting the accumulated experience, but
preserving family values and traditions for the

next generation. To do this, it needs to prepare a
body of trusted executives who meet the
demands of changing leadership and provide
opportunities for non-family professionals.

Likewise, meet the requirements and needs of
family members in individual terms, while the
development and needs of non-family members
will be strictly assumed according to the
company's requirements. It is the best way to
make this process work (Garcia-Tenorio and
Pérez, 2009).

The objective of the present investigation is to
determine the perception of the sense of
belonging and commitment of the employees of
the Consortium part of the study, in a process of
generational succession in the leader of the
same. This leads us to the following hypotheses:

Ho: There is no change in the perception of
commitment and sense of belonging of
employees during a process of generational
change in the leader of the Consortium.

Ha: There is a change in the perception of the
commitment and sense of belonging of the
employees during a process of generational
change in the leader of the Consortium. And
specifically:

Hi: Is the success of a process of generational
succession in the leader of a group of family
businesses dependent on the commitment and
sense of belonging of the employees of the
same?

METHOD OF ORGANIZATIONAL DEVELOPMENT

The design of this research seeks to describe the
perception of the shareholders, the main
executives and general staff of the middle
managers of a family Consortium of companies
engaged in foreign trade, during a generational
change regarding the commitment to the
organization and sense of belonging. Since it
focuses on perception (the way subjects
perceive a situation), it is a qualitative research.
The quantitative method is used for the
statistical analysis of the responses of the
applied surveys, to identify if there is any
change in the perception of the sense of
belonging and level of commitment in
shareholders, senior executives and middle
management staff to have a generational change
in the top management. The information
obtained serves to generate enough information
to be able to conclude if the perception changes
positively or negatively in said members. The
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method that will be used for the collection of
information will be descriptive through surveys,
as well as observation during the transition
period.

Because of its source, it is mixed, since, in order
to study the impact of generational change on
senior management, documentary and field
research is required, based on documents such
as the consultation of books, articles or essays in
magazines, newspapers and any document with
academic validity, which will be complemented
with field research to be carried out based on
surveys and observations. For its usefulness, it is
applied since it seeks the use of the knowledge
that is acquired with the purpose that the result
of the investigation can serve to improve the
process of generational change or in its case,
demonstrate that the process that has been
applied It is effective.

For its objective it is descriptive because it is a
definition of the current situation of the
consortium under study and the moment that is
currently happening during the generational
change; deepening the reaction of shareholders
and senior managers during this change (both in
sense of belonging and commitment level).For
the management of information is an analytical
research, since it seeks to analyze what is
happening at a particular time during a situation
of generational change and changes that may
affect the company.

The questionnaire used (developed by Herrera
(2012) and adapted by Jurado 2014, consists of
three parts: the first measures the commitment
that the respondents have with the company, the
second measures to what degree they identify
with the company and the third part the
motivation that they receive in their daily
activities. The instrument was an own
elaboration using the modality of Likert scale
also known as summative evaluation, where
some help items were taken. In this type of
scale, the level of agreement or disagreement is
specified with a statement totaling the scores to
analyze the results based on an established
range. The questions used in the interviews of
the current president and the successor, were of
own evaluation, designed exclusively for the
purposes of this work.

If, as a result of the investigation, it is concluded
that there is a change in the perception of
employees at all levels in a high percentage

during the process of succession, they would
have to take different actions from the current
ones, such as:

Activities to motivate staff explaining the
benefits of the succession process

Integration to the succession process of all
personnel

Work meetings

The research technique used is field research,
developed with the implementation of collection
techniques and analysis of results based on
surveys applied to the main managers in charge
of the main areas of the company and
employees of the middle managers, through
different interviews, the president and the
successor and with the observation that were
made at different times in the company. The
above with the aim of describing the perception
of the main stakeholders and leaders of the
Consortium of research base companies,
regarding the commitment to the organization
and sense of belonging as factors that influence
the success of a period of succession in the
Presidency. of the group.

In a first stage, semi-structured surveys were
conducted with the majority shareholders who
are the president and his successor, with the
purpose of presenting the objectives of the
investigation, and obtaining their authorization
to continue with the investigation. In the second
stage, the surveys were applied to minority
shareholders and management positions, to
personnel in management positions already
employed in middle positions in the Consortium
that is part of this study. Based on the answers
provided it was able to describe if a generational
change in senior management, changes on the
perception of senior executives and other
shareholders and if a lack of confidence or
improvement in the processes with this
generational change in the group's leaders is
perceived in the management positions. In the
third stage, the behavior of those involved in the
study during different times and circumstances
were analyzed, which helps to describe the
impact of the aforementioned generational
change. This research is based on the
methodology in the study of Vilaseca (2002),
who demonstrates, from a positivist perspective,
the relationship between shareholding, the
degree of commitment, identity and the sense of
belonging perceived by the scorecards in family
businesses, adapting it to include senior
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managers who are not members of the Group,
but who have been in charge of the area for
more than 10 years. All of the above, during a
period of succession of the Group president,
which is the highest position, occupied by the
majority shareholder.

This study is of a descriptive type, which is
elaborated based on the information that is
collected from the surveys. The design is not
cross-sectional since data is collected at a single
moment in its natural context, through surveys
applied to the shareholders and the rest of the
executive body. With the purpose of describing
the perception at the present time of the main
Directors (including the president and his
substitute) during the generational change in
senior management.

The questionnaires were administered directly to
each of the Group's main executives, as well as to
the middle management staff, to the successor as
head of the Innovation Department, and to the
president, a personal interview was applied.
Each individual received an email with the
guestionnaire. Separately, the behavior of each
one of those involved was observed at different
times during the development of the
investigation. A simple statistical analysis was
used to process the information. Initially, it
allowed a descriptive and frequency analysis of
the main variables. Later, an analysis of
variance was carried out, where the statistically
significant differences present in each of the
variables were determined.In order to carry out
the study, it is necessary to follow a series of
steps, which are presented below:

e The contact with the subjects was made
electronically to apply the instrument
individually.

o After the above, we proceeded to tabulate the
data to generate the presentation of results.

e According to the data obtained in the
tabulation, results were obtained according to
what is presented in the graphs through the
basic statistical analysis.

e Based on what was analyzed in the
interpretation of results, a discussion was
reached, comparing with what was gathered
in the theoretical framework.

e Through the discussed and analyzed
conclusions of the investigation were made,
and at the same time recommendations were
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generated as an alternative to solve the
findings.

e Finally, an improvement proposal was
generated for the employers as an alternative
for the solution.

The statistical methodology used was the
measures of central tendency (mean, median and
fashion) and percentages that supported the
analysis of the results, all with the support of
Excel. Results tables were wused for the
presentation of results. In this chapter the results
obtained through the questionnaires that were
made to the main governing body of the base
consortium of this study in a given time, surveys
applied to the president and future substitute, as
well as their interpretation and observation of
those involved are shown during various
moments during the development of the Group's
management, when a generational change is
being implemented in senior management.

Sources of consultation both documentary and
field

o Places: Internet portals, libraries and archives
of companies.

o Types of sources: Books, research articles
and thesis Quality of the sources: Primary
and secondary Delimitation of the universe.

e Indication of inclusion characteristics:
Family business in process of succession in
the top management.

Geographical or spatial delimitation: The city of
Veracruz Temporal delimitation: 2016, which is
the year in which the succession process took
place. Exact number of members of the
universe: 9 Selection of the sample.

As it is a study of a particular case, the
determination of a sample does not apply.
Documentary techniques.

In the present investigation, bibliographic records
and electronic worksheets will be used as
documentary techniques. Selection of field
collection techniques. Techniques used: Surveys,
interviews and observation.

Justification of the selection: For the type of
descriptive research, surveys are required to be
carried out with the personnel directly involved
in the research and to use as support the
bibliographic and work sheets of books,
research articles and theses with related
subjects.
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Categories and operationalization of variables

. . . Specific objective with
Category Dimension Indicator which it relates
President of the Group | Highest position / majority shareholder 1,2and3
. Successor of the Successor of the highest position /
Senior - L 1,2and3
M President majority shareholder
anagement - - -
Managing Director | Management of the Group of companies
’ . - . 1,2and 3
already in office supervising the 5 main areas.
Family Stock holder |Operating Advisor and part of the Board 1
and Customs Broker 1 of Directors
Family Stockholder and| Financial Advisor and part of the Board 1
Shareholders Customs Agent 2 of Directors
Non-familv shareholder Administrative and Internal Control
y : Advisor and part of the Board of 1
and Customs Advisor .
Directors
Supervisor of local operating managers
Director of Operations and therefore of Foreign Trade 1,2y3
operations of all offices.
Supervision of the legal area that
includes review of contracts, review of
Legal Director foreign trade documents that involve 1,2and 3
risk to the patent, advice and training to
internal and external clients.
Supervision of the IT area of the entire
Senior Director of Info.rmatlon group responsible for supporting users, 1.2and3
. Technologies development of own software and
Executives
reports requested by customers.
. Supervisor of the local area managers
Director of .
L and therefore of the fiscal,
Administration and - . . . . 1,2and 3
Finance administrative, financial and accounting
' part of all the offices.
Supervisor of the local managers / heads
Director of Human of area and therefore of the hiring,
payroll preparation, of the payroll tax 1,2and 3
Resources . .
payment and in general all the subjects
of the area of all the offices.

Source: Own elaboration.
Technical sheet of the instrument

First name

Measurement of perception Sense of Belonging and Commitment.

Objective

To measure in the personnel the level of sense of belonging and commitment
towards the company for which they work in a moment of generational change in
the Top Management

Application form

Self-directed survey

Resolution time

Approximately 15 minutes

Number of items

25 items, 3 reagents

\What measures (indicators)

- Commitment: obligation that has been contracted or a word already given.
- Identification: refers to the pride, leadership, dedication, recognition, courage
and perseverance that the worker feels for his company.
- Motivation: it is the effort, satisfaction and impulse with which the collaborator
carries out his activities.

Reagents

Commitment: 1, 4, 6, 7, 12, 14, 15, 20, 22 and 23.
Identification: 2, 5, 8, 9, 13, 17, 18, 21 and 25.
Motivation: 3, 10, 11, 16, 19 and 24.

Assessment scale

Each reagent consists of four response options, with the following assessment and
symbology for interpretation, using a Likert scale:
- Totally agree, 4 points;
- All right, 3 points;
- Disagree, 2 points;
- Totally disagree, 1 point.

Source: Own elaboration

40
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According to the interpretation

applied frequency scale, it was classified in the

obtained in the

Source: Own elaboration

’ Score levels
following levels: e T Sesorion
: — eve ap escription
Perception criteria 1 25-50 Sense of Belonging LOW
1-Fully Agree 4 2 51-75 | Sense of Belonging MEDIUM
2 - Agree 3 3 76-90 Sense of Belonging HIGH
3- Disagree _ 2 4 91-100 | Sense of Belonging VERY HIGH
4- Strongly disagree 1
Source: Own elaboration
Deployment of the research model
Category Dimension Indicator Items
Group President Higher position / majority What is the perception of sense of
shareholder belonging and commitment in a
generational change in senior management?
Successor of the Successor of the highest position / What is the perception of sense of
Senior president majority shareholder belonging and commitment in a
Management generational change in senior management?

Managing Director
already in office
(replacing the previous
retiree)

Management of the Group of
companies supervising the 5 main
areas.

What is the perception of sense of
belonging and commitment in a
generational change in senior management?

Family shareholder 1
and Customs Agent

Operative Advisor and part of the
Board of Directors

What is the perception of sense of
belonging and commitment in a
generational change in Senior
Management?

Family Shareholder 2

Shareholders | and Customs Agent

Financial Advisor and part of the
Board of Directors

What is the perception of sense of
belonging and commitment in a
generational change in senior management?

Non-family
shareholder and
Customs Agent

Administrative and Internal Control
Advisor and part of the Board of
Directors

What is the perception of sense of
belonging and commitment in a
generational change in Senior
Management?

Director of Operations

Supervisor of local operating
managers and therefore of Foreign
Trade operations of all offices.

What is the Perception of the sense of
belonging and commitment, of the lack of
confidence when leaving the leadership in
young hands and / or of an improvement in

the mentioned moment of generational

change?

Legal Director

Supervision of the legal area that
includes review of contracts,
review of foreign trade documents
that involve risk to the patent,
advice and training to internal and
external clients.

What is the perception of the sense of
belonging and commitment, of the lack of
confidence when leaving the leadership in
young hands and / or of an improvement in

the moment of generational change?

Director of
Senior Information
Executives Technologies

Supervision of the IT area of the
entire group responsible for
supporting users, development of
own software and reports requested
by customers.

What is the perception of the sense of
belonging and commitment, of the lack of
confidence when leaving the leadership in
young hands and / or of an improvement in

the moment of generational change?

Director of
Administration and
Finance.

Supervisor of the local area
managers and therefore of the
fiscal, administrative, financial and
accounting part of all the offices.

What is the perception of the sense of
belonging and commitment, of the lack of
confidence when leaving the leadership in
young hands and / or of an improvement in

the moment of generational change?

Director of Human
Resources

Supervisor of the local managers /
heads of area and therefore of the
hiring, payroll preparation, of the
payroll tax payment and in general
all the subjects of the area of all the
offices.

What is the perception of the sense of
belonging and commitment, of the lack of
confidence when leaving the leadership in
young hands and / or of an improvement in

the moment of generational change?

Source: Own elaboration
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Department in which the respondents work
(including minority partners who perform
managerial functions in some area of the Group).

Respondents

Management

Information technologies

Legal

Operation

General direction

Presidency

NI IS

Total

Source: Own elaboration
Gender: Man 7 Woman 1
Time to work in the company.

o

From 1 to 5 years

o

From 5 t010 years

from 10 years and up 8

Source: Own elaboration

Schooling (mark the last completed cycle)

Primary education

Secondary education

Summary of results of the reagents

High school education 1

N

University studies

Master's or Postgraduate 5 5

Source: Own elaboration
Age fulfilled.

Years No of persons

Under 30 2

31-36

1
37-42 1
43 onwards 4

Source: Own elaboration

In order to identify the perception of the sense
of belonging, the success of the succession
process and the support received from the main
managers and employees during the same, a
separate survey was conducted to the current
president and the person who is in training for
replace it, who is your son.

The surveys were conducted in the transition
period of the succession of the position of
Presidency of the Consortium of companies
dedicated to foreign trade, the basis of this
study, separately and in a neutral environment.
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Promedia en puntos por persona

98

1- Totalmente de Acuerda 4

Promedia en puntos por reactiva

39

2- De acuerdo

3- En desacuerdo
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4- Totalmente en desacuerdo

Source: Own elaboration

It was divided the reagents of the survey applied
to the main Managers and directors of the Group
in three levels, commitment, identification and
motivation in the following way:

42

Commitment: 1, 4, 6, 7, 12, 14, 15, 20, 22 and
23.

Identification: 2, 5, 8, 9, 13, 17, 18, 21 and 25.
Motivation: 3, 10, 11, 16, 19 and 24.
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Based on the results obtained from the surveys,
we can identify the following:

The people surveyed as part of the sample, are
highly committed to the company and the
executives of the same and that has not changed
during the generational process, achieving the
highest score of the three levels with an average
value of 3.99, being the highest 4.00

People identify with the company inside and
outside of it and feel proud to belong to the
Group and consider the succession of the Group
Presidency as their own change, achieving an
average of 3.93 points, the highest value being4.

Employees are motivated to do their work day
by day, since the Group offers a good working
environment, excellent facilities and benefits
above what is offered in the market, a situation
that has even improved in the succession
process of the Presidency. Although the average
was lower than the other two levels, it is still a
high value, obtaining an average of 3.80 points
out of a total of 4.

Comparing the results of the questionnaires with
those of other studies, it was perceived a high
sense of commitment and belonging to the
company. Staff turnover is low and that has
improved during the process of succession of
the Group Presidency, as working conditions
improved.

From a different survey applied to the president
and the future successor, it is shown that
although they have different ways of thinking,
both are focused on the same succession plan,
highlighting the following points:

e They are 100% committed to the succession
plan.

e The succession project has been planned for
many years and had external advice.

e The Group's main directors have been
working for it for many years, so they were
informed at all times and have been part of
this process.

e The differences of opinion derived from the
generation gap have achieved an important
synergy by combining the best of the
experience of the generation that is leaving
the leadership, with the innovation of the "Y"

generation, achieving better results in the
Group.

o It is estimated that the succession process
will end in three years, time in which the
internal and external successor training will
end, considering as internal, the experience
that should continue to obtain to be the
president of such a large and important
Group in Foreign Trade Nationally.

o f) As a result of the surveys applied both to
the President of the Group and to the
successor, it is evident that both are fully
committed to the process, have the support of
the principal directors of the group, and
although there are some differences of
opinion due to the generation gap, they have
known how to merge both experience and
innovation, resulting in growth in the Group,
at the time of the study.

e The success of the succession process that
takes so far, is because it has been planned
for years, as the president's son was the only
viable candidate to succeed him, so many
projects were carried out thinking about this
succession. They were advised by an external
office, which included the main directors to
feel part of the changes.

The current president is over 60 years old
and the substitute is less than 30 years old.
Both are male.

Only 10% of the respondents are female.

100% of the respondents have more than 10
years of working in the companies of the
group, so they feel part of it.

25% is under 30 years old, considered "Y"
generation, including the substitute.

3 of the 8 managers or those in charge of the
main areas are minority partners and are
relatives of the president and his substitute
and there are no more relatives working in
the companies.

Although this research was recently started,
working within the Consortium base of this
study has allowed me to observe the changes
that are taking place as the substitute has
become involved in the group's questions.
During the boards of directors where all those
involved in the current investigation are present,
it has been observed that the substitute is having
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more and more participation and his ideas have
been taken into account. These ideas have been
accepted by the current president, although they
are considered avant-garde (and at other times
he had not accepted them). For example, an
improvement in the schedule, grant English
classes to staff, flexibility in dressing on
Fridays, modifications that have generated a
decrease in staff turnover and have been very
well accepted.

The nonverbal language in managerial meetings
where everyone agrees, is acceptable and
pleasing to show support in most of the
proposals and decisions of the substitute. The
increasing incorporation of the substitute
throughout the last months, the acceptance of
his proposals and the nonverbal language
observed in the meetings of the Council and
others in which both the substitute and the other
directors are present show that the latter, as well
as the leader of the consortium, they have a
favorable disposition to accept the substitute.
This impression derived from the observation
was reinforced with the information obtained in
the applied surveys.

CONCLUSIONS

The success of the succession process depends
on a series of circumstances that must exist and
above all prepare with due time. In the case
studied, a preparation was carried out that lasted
several years, including establishing the
requirements of the successor, the previous
preparation of the same and the inclusion in the
process of the main leaders of the Group, so that
point, unlike other investigations where the
response was not favorable, it was considered
made the difference for the success of the
development of the succession.

When studying the dimensions of the sense of
belonging and commitment that shareholders
and senior managers have in a moment of
succession of the presidency of the base
consortium of this study, it was found that
everyone is really committed and part of the
company, and that feeling is not changes,
although a succession is taking place in the
highest position of the company, which is
occupied by the majority shareholder. All are
focused on the proper functioning of the
companies that are part of the Consortium and
are part of the successful succession process at
the time of the investigation. According to the
results of the empirical observation of the
Consortium, the same level of ownership and
commitment can be seen in both senior

executives and shareholders who feel part of the
company and therefore are interested in the
succession process being successful. The three
indicators used in the present investigation came
out at an above-average level. These high levels
of organizational commitment that commonly
originate in the successful family business
tradition, are related to the preservation of the
surname, which is synonymous with pride for
family shareholders, and in this case also for
non-family managers, as they feel part of the
company and therefore it is also pride that the
family name, usually included in the name of
companies, is preserved through the years.

This sense of pride and belonging can be the
trigger for greater dedication and commitment
in the company, extended to Altos direct with
more than 10 years in the company (Vallejo,
2007). Unlike the results of other research,
where the high sense of commitment and
dedication in the company, depends only on the
share percentage, in the Consortium that is
studied in this document, the level of
commitment is high when they have already a
considerable antiquity in companies, in this
example, more than 10 years, already feeling
part of the company, even if they are not
partners.

Succession is easier if the leader is predisposed
to delegate, disengage, be generous, grant
autonomy and not interfere, establish trusting
relationships with his family and collaborators
(Araya 2011).

In the study carried out, it is noted that in the
part of the process where he is, the leader has
met these requirements, preparing for this
moment for several years and with the advice of
an office dedicated to these issues, which
increases the success rate in this process.
Because of the importance of the topic, it is
recommended to involve all the staff in the
expected change, explaining with clear goals
and objectives what is expected of them and
what can happen if the succession of the group
of companies is not successful. In addition to the
above and as a last point, an agent of change
will achieve better results by being out of the
company and not involved in any process. It will
give the necessary courses to reinforce the sense
of belonging of the employees and therefore the
motivation through incentives, "T" workshops,
etc. For all the aforementioned, and carrying out
the recommended reinforcement, it is expected
that the process of generational succession in the
group leader will be carried out successfully.
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ANNEX A. Instrument
4 points 3 points 2 points 1 point

No. Statement Strongly Agree Agree Disagree | Strongly disagree
1 I like to dedicate myself to the work I do in this 8

company
2 When | hear strangers speak well about the company 8

| feel proud
3 I rarely consider my work monotonous or boring 6 2
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4 Even if my superior does not ask me, | like to do my 8
job well
5 | feel a greater commitment to the generational 6 2
change that is taking place in the Presidency
6 | dedicate more time to my work than corresponds to 8
me
7 I have a commitment to the company for all that | 8
have received from it, regardless of whether there is
a change in senior management with a new
generation in charge
8 If possible | would like to work in this company for 7 1
a long time
9 If I could I would bring my family or friends to 6 1 1
work for this company
10 Belonging to this company living a successful 6 2
generational change in top management motivates
me to do my best
11 My colleagues realize my encouragement and 5 3
motivation to do the job
12 I show loyalty to the company in the activities | did 8
before, during and after the generational change
13 | am satisfied that other people know that | work in 8
this company
14 I like to fulfill my obligations in the company 7 1
15 I collaborate with other areas to achieve the 8
objectives of the company and that the generational
change in senior management can occur successfully
16 No | need additional incentives to give the best of 8
me
17 | feel comfortable and comfortable working in this 8
company
18 I constantly talk about my company with family and 8
friends
19 Even if | do not receive recognition from my boss, | 7 1
do my job with enthusiasm
20 I constantly strive to do my job better without 8
anyone telling me
21 Working in this company makes me feel proud 8
22 I try not to miss my job because the company would 8
be affected with my absence
23 I believe that | must give the best of me to the 8
company to achieve a generational change in senior
management
24 |l enjoy being part of the team that manages to attract 8
new clients or the permanence of those already
captured by how satisfied they feel.
25 I am satisfied to know that my work makes the 8
company have little turnover, even having a change
in the main leader of the company that also involves
a generational change.

ANNEX B. Interview with the current President

Time is the perfect one. In addition to analyzing
it, we have external consultants who are helping
us during this process. My son has been in the
company for some time now, which has allowed
him to see how the companies he will have
under his charge work, how to control, supervise
and make them grow, together with the diversity
they have in an area as complex as it is foreign
trade.

In addition to the above, is finishing training
both within the company and outside of it
through a postgraduate abroad, which will bring
new ways of seeing things, work and be able to
merge with what has so far been success in the
company. This merger will allow a
modernization and constant improvement of our
processes, which will result in a better result in
both profits and living conditions for employees
and partners.
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No. The main executives of the company have
been working with the Group for more than 10
years and everyone knew that this change would
take place, since we are a family business with
only one possible successor. Therefore, all have
supported the process of succession from the
beginning.

The Main Leaders of the Group, Do they
Have Confidence in the Future Leader of the
Group and its Preparation?

Yes. They trust both my son and my criteria and
have seen the work that has been done, as well
as the maturation process that led to the current
president of this Group at the present time.

Do you consider that the Future Leader is
ready to take Responsibility?

Within the process that is planned, it goes on
time. The project is estimated so that in 3 more
years, | will retire completely and my son will
be in charge of the Group that we have formed,
as president.

Did you speak Before Doing the Projects to
Replace the Presidency with the Main
Executives of your Companies?

As | mentioned earlier, for the years that
everyone has been working within the Group,
everyone was always aware.

Having trained personnel in the main areas has
allowed to grow and have the place it has in the
country today, as well as being freer from
foreign trade companies and dedicating myself
to other things.

Have you Found Important Differences in the
way you manage the Company between you
and your Successor?

Of course. First of all, we are two generations
and two completely different ideologies. But the
fusion between experience and youth that we are
achieving has merged perfectly.

We have modernized the processes, making
them more efficient, making sure that
employees are convinced that we are the best
option to work and that is why they understand
the needs of the company and of the clients,
who in the end, are the ones we sell our service
to.

How long do you think it is Still Necessary for
the Process of Replacing the Chair of the
Group to be completed?

Three years according to our project.
How Did the Main Executives and the
Group's Workforce React when they

Learned that a Change in the Presidency was
Going to Take Place?

Being a subject they already knew about, when
they commented they took it as something
natural in the process of a family business.

The Generation Gap between the Current
President and the Substitute in Training, Has
it Meant a Bigger Problem Because of the
Different Ideologies?

No. On the contrary. A very important merger
has been made with the main strengths of the
two generations.

How have you overcome These Differences?

Taking the best of the two generations, making
it a fortress.

What Expectations do you have Regarding
Employee Commitment after the Succession of
the Group President?

100% commitment, as has been the case so far.

What do you expect to happen with the
Rotation of Personnel when the Succession of
the President of the Group has occurred and
During the Process?

Let it decrease.
ANNEX C. Substitute Interview

Do you consider that the Change of Leader in
the Group of Companies is Taking Place at
the opportune Moment?

The moment was excellent. It has allowed me to
spend a few years in the company, know how it
works, what can continue to work and how to
improve it. Many things have been modernized,
and although it is not easy to change the way of
thinking of those who have done it in a certain
way for many years, in the end that vote of
confidence has been given to me and the results
are palpable.

The union of experience of the previous
generation with the innovation of the "Y"
generation is resulting in a stronger company,
with more involved personnel and with the
certainty that they work for the best company.

Have you Felt that the Main Executives of the
Company have Doubts about the Change of
the Leader of the Group?

No. Everyone knew them for several years and
it was something they already knew was going
to happen.

All have been supporting the process and
although there have been differences in the ways
of thinking about some issues, in the end they
have complemented my ideas with their
experience and helped carry out the changes.
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The main Leaders of the Group, do they have
Confidence in the Future Leader of the
Group and its Preparation?

Yes. All have shown confidence and have seen
that the changes and ideas that | bring have
generated added value to the company.

Do you consider that the Future Leader is
ready to take Responsibility?

We are within the times that we established
from the beginning, but I still will not take full
responsibility.

That is estimated for a maximum of 3 years,
during which time | will study a postgraduate
abroad with the possibility of opening a branch
in the place where | am living and start to
provide logistics and marketing services.

This will allow us to have a presence abroad and
when | return to take the full reins of the Group,
leave the office running 100%.

Did you speak Before Doing the Projects to
Replace the Presidency with the Main
Executives of your Companies?

Yes, this topic was always discussed with them
as the pillars of the Group.

Have you Found Important Differences in the
way you manage the Company between you
and your Future Predecessor?

Yes, but the existing processes have been
adapted to my proposals, reaching a mid-point.

This has allowed us to improve customer service
and therefore the recruitment of new customers,
without losing sight of the quality of life of
employees.

How long do you Think it is Still Necessary
for the Process of Replacing the Chair of the
Group to be completed?

Three years.

How did the Main Executives and the
Group's Workforce React when they
Learned that a Change in the Presidency was
Going to Take Place?

They reacted in a positive way. The beginning
of the process coincided with the retirement of
two of the people who had more years in the
company, but that was also something that we
already knew was going to happen over the
years of the people, so they had the support until
their departure, and of the people who continue
in the company, 100% support has been
obtained.

The Generation Gap between the Current
President and the Substitute in Training, Has
it Meant a Bigger Problem Because of the
Different Ideologies?

No. Changes have been made to modernize the
processes and adapt them to the current world.

How have you overcome these Differences?

The experience of previous generations is taken
as a basis, adapting it to the current management
situation and forms.

What Expectations do you have Regarding
Employee Commitment after the Succession
of the Group President?

That the degree of commitment not only
remains the same, but improves. | have won the
trust and will continue to do with my actions.

What do you expect to happen with the
Rotation of Personnel when the Succession of
the President of the Group has occurred and
During the Process?

| hope that the rotation of personnel is minimal
and only of the personnel that do not agree with
the values and policies of the Group.
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